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I 
摘  要 
在外贸出口低迷和半导体行业外部环境变化的大背景下，半导体贸易行业内部
竞争发生了显著的变化。XP半导体公司是一家成立于 2003年的中小型外贸企业，自
2008 年二次创业成功进入半导体贸易行业后，迎来了三年的高速发展期。但是最近
三年来，公司营业额增长乏力而成本费用却不断增加，导致净利润持续下降。产生
这个问题的主要原因在于 XP半导体公司目前的战略定位与所处的行业环境变化不适
应，导致公司处于不利的战略位置，挤压了公司的发展空间和获利能力。针对这个
问题，本论文分析了 XP 半导体公司所面临的行业环境，并且结合公司的资源分析，
应用竞争优势理论和蓝海战略理论，为 XP半导体公司理清未来的战略发展方向，并
制定实施具体的战略。本论文研究对 XP半导体公司的持续健康发展具有十分重要的
意义，也可以为处于类似情况的中小企业提供借鉴和参考。 
本论文首先介绍了研究背景和意义、研究方法和论文结构，然后通过公司调查、
阅读行业资料和战略理论文献的形式，结合 MBA 期间所学习的相关理论知识，用竞
争优势理论分析了公司所处的半导体贸易行业的行业结构变化，解释了公司目前营
业额停滞不前的原因，也由此发现了行业结构变化给 XP半导体公司所带来的战略性
机遇，结合公司的资源分析，以蓝海战略理论的四步框架分析为工具，制定和实施
XP 半导体公司的战略优化：从运作的角度来说，要推动行业的后向一体化，延伸到
器件领域；从市场角度来说，抓住正在兴起的中国市场做独家代理，并且跨越半导
体领域进入光学领域；通过“剔除—减少—增加—创造”四步动作，形成新的价值
曲线，最后检验蓝海战略是否可持续性发展，以及战略实施的效果和面临的问题。 
 
关键词： 战略管理；五力分析；SWOT分析；蓝海战略；半导体行业；后向一体化 
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Abstract 
In the context of international trade downturn and changes of the external 
environment of the semiconductor, internal competition of semiconductor trade industry 
has changed. XP Semiconductor Company, as one of small and medium –sized foreign 
trade enterprises, entered into the semiconductor trade industry through the second 
successful business startups since 2008, and then went in three years of high-speed 
development period. But in the last three years, the company's turnover has not changed 
while the costs is increasing, resulting in net profit decline continuously. The main reason 
for this problem is that XP's current strategic positioning is not suited to the changes in the 
industry environment, leading the company to a disadvantageous strategic position, 
squeezing the company's development space and profitability. In view of this problem, 
this paper analyzes the industry environment faced by XP Semiconductor Company, 
combines with the analysis of the advantages and disadvantages within the company, 
applies competitive strategy and blue ocean strategy theory, clarifies the future direction 
of strategic development, and develops specific strategies for XP Semiconductor 
Company. This paper is of great significance to the sustainable and healthy development 
of XP Semiconductor Company, and it can also provide reference and consideration for 
small and medium-sized enterprises in similar situations. 
This paper first introduces the background and significance of research, research 
ideas, research content and basic framework, and then is through the company survey, 
reading the industry information and strategic theory of the form, combines with of the 
relevant theoretical knowledge during the MBA study including strategic management, 
operation Management, marketing, corporate finance, mathematical statistics and other 
disciplines related knowledge, with five force model analysis of the company in which the 
semiconductor trade industry structure changes, explains the company's current stagnation 
reasons, and thus finds the opportunity of the industry structure changes, combines with 
the company SWOT analysis through the tool of four-step framework analysis to develop 
and implement the Blue Ocean development strategy: in the operational point of view, the 
company’s business should extend to the device field through the industry's backward 
integration , in the market point of view, the company should be the exclusive agent of a 
company by seizing the opportunity of the emerging Chinese market, and come across the 
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semiconductor field into the optics field; and the company create a new value curve 
through the Eliminate - reduce - increase - create grid, finally, testing whether the blue 
ocean strategy is sustainable development, and ultimately  test the affection of the 
application and its problems. 
 
Keywords:  
Strategy Management, Five Forces Analysis, SWOT Analysis, Blue Ocean Strategy，
Semiconductor Trade Industry 
 
厦
门
大
学
博
硕
士
论
文
摘
要
库
目  录 
IV 
目  录 
第一章 绪论 .................................................................................................... 1 
第一节 研究的背景和意义 ......................................................................................... 1 
第二节 研究方法 ......................................................................................................... 1 
第三节 论文结构 ......................................................................................................... 2 
第二章 理论概述 ............................................................................................ 4 
第一节 竞争优势战略理论 ......................................................................................... 4 
一、五力模型 ........................................................................................................ 4 
二、一般竞争战略 ................................................................................................ 5 
三、价值链 ............................................................................................................ 6 
四、产业集群 ........................................................................................................ 7 
第二节 蓝海战略理论 ................................................................................................. 9 
一、蓝海战略综述 .............................................................................................. 10 
二、蓝海战略的分析框架和分析工具 .............................................................. 11 
三、蓝海战略验证 .............................................................................................. 12 
第三章 XP 半导体公司外部环境分析 ........................................................ 14 
第一节 宏观环境分析 ............................................................................................... 14 
一、政治环境 ...................................................................................................... 14 
二、经济环境 ...................................................................................................... 15 
三、社会文化环境 .............................................................................................. 15 
四、技术环境 ...................................................................................................... 16 
五、法制因素 ...................................................................................................... 16 
第二节 半导体行业环境分析 ................................................................................... 16 
一、半导体行业总体情况介绍 .......................................................................... 16 
二、半导体行业产业链分析 .............................................................................. 17 
三、半导体衬底/外延片的行业特征 ................................................................. 19 
第三节 半导体衬底和外延片外贸行业竞争状况的五力分析 ............................... 23 
厦
门
大
学
博
硕
士
论
文
摘
要
库
XP 半导体公司战略转型研究 
V 
一、新进入者的威胁 .......................................................................................... 24 
二、供方的议价能力 .......................................................................................... 25 
三、买方的议价能力 .......................................................................................... 26 
四、来自替代品的压力 ...................................................................................... 27 
五、现有竞争者之间的竞争 .............................................................................. 28 
六、五力分析变化趋势 ...................................................................................... 28 
第四章 XP 半导体公司内部环境分析 ........................................................ 30 
第一节 XP半导体公司现状 ..................................................................................... 30 
一、XP 半导体公司历史及经营产品 ................................................................ 30 
二、XP 半导体公司营业额和利润情况 ............................................................ 30 
三、客户性质及区域来源分析 .......................................................................... 31 
第二节 XP半导体公司资源分析 ............................................................................. 33 
第三节 XP半导体公司的 SWOT 分析 ................................................................... 35 
一、XP 半导体公司的优势分析 ........................................................................ 35 
二、XP 半导体公司的劣势分析 ........................................................................ 37 
三、XP 半导体公司面临的机会分析 ................................................................ 37 
四、XP 半导体公司面临的挑战分析 ................................................................ 38 
五、SWOT 分析小结 .......................................................................................... 39 
第五章 XP 半导体公司战略转型对策 ........................................................ 41 
第一节 XP半导体公司实施蓝海战略的原因和背景 ............................................ 41 
第二节 制定蓝海战略 ............................................................................................... 43 
一、半导体企业战略要素分析和战略布局图： .............................................. 43 
二、XP 半导体公司重建市场边界 .................................................................... 45 
三、XP 半导体公司的四步框架分析： ............................................................ 46 
四、XP 半导体公司战略改变后的价值曲线比较 ............................................ 49 
第六章 战略实施结果及问题 ...................................................................... 51 
第一节 蓝海战略验证及实施结果 ........................................................................... 51 
第二节 蓝海战略可持续性讨论 ............................................................................... 52 
第三节 蓝海战略实施中的问题 ............................................................................... 52 
厦
门
大
学
博
硕
士
论
文
摘
要
库
目  录 
VI 
第七章 结论与展望 ...................................................................................... 54 
参考文献 ......................................................................................................... 56 
致  谢 ............................................................................................................. 59 
 
 
 
 
 
厦
门
大
学
博
硕
士
论
文
摘
要
库
Contents 
VII 
Contents 
Chapter One Introduction ········································ 1 
Session 1 Research Background and Purpose ····························· 1 
Session 2 Research Thinking ··········································· 1 
Session 3 Research Content and Structure ······························· 2 
Chapter Two Theory Introduction································· 4 
Session 1 Competitive Advantage ······································· 4 
1 Five Forces Model ··············································· 4 
2 General Competitive Strategy ······································· 5 
3 Value Chain ····················································· 6 
4Industry Clusters ················································· 7 
Session 2 Blue Ocean Strategy ········································· 9 
1 Implication of Blue Ocean Strategy ································· 10 
2 Analysis Framework and Tool of Blue Ocean Strategy ··················· 11 
3 Verification of Blue Ocean Strategy ································· 12 
Chapter Three Analysis of External Environment of XP Semiconductor 
Company ····················································· 14 
Session 1 Analysis of Macro Environment  ······························ 14 
1 Political Environment ············································ 14 
2 Economic Environment ·········································· 15 
3 Social Cultural Environment ······································· 15 
4 Technical Environment ··········································· 16 
5 Legal Environment ·············································· 16 
Session 2 Analysis of Semiconductor Industry Environment ··············· 16 
1 General Introduction of Semiconductor ······························ 16 
2 Analysis of Semiconductor Industry Chain ···························· 17 
3 Industry Characteristics of Semiconductor Substrate and Epiwafer  
 ······························································· 19 
厦
门
大
学
博
硕
士
论
文
摘
要
库
XP 半导体公司战略转型研究 
VIII 
Session 3 Five Forces Analysis of Substrate and Epiwafer in Semiconductor 
Trade Industry ····················································· 23 
1 Threat of New Entrants ··········································· 24 
2 Bargain Power of Suppliers ······································· 25 
3 Bargain Power of Buyers ········································· 26 
4 Pressure from Substitutes ········································· 27 
5 Competition between Existing Competitors ··························· 28 
6 Trend of Five Forces  ············································ 28 
Chapter Four Analysis of XP Semiconductor Company Internal 
Environment ·················································· 30 
Session 1 Status of XP Semiconductor Company ························· 30 
1 History and Business Range of XP Semiconductor Company ············· 30 
2 Turnover and Profit of XP Semiconductor Company ···················· 30 
3 Analysis of Customers’ Character and Sources ························· 31 
Session 2 Analysis of Resources of XP Semiconductor Company············ 33 
Session 3 SWOT Analysis of XP Semiconductor Company ················· 35 
1 Strength Analysis of XP Semiconductor Company ······················ 35 
2 Weakness Analysis of XP Semiconductor Company ····················· 37 
3 Opportunity Analysis of XP Semiconductor Company ··················· 37 
4 Challenge Analysis of XP Semiconductor Company ···················· 38 
5 Conclusion of SWOT Analysis ····································· 39 
Chapter Five Development Strategy of XP Semiconductor Company ·· 41 
Session 1 Reason of Implement of Blue Ocean Strategy of XP Semiconductor 
Company ·························································· 41 
Session 2 Formulating Blue Ocean Strategy ····························· 43 
1 Analysis of Strategic Elements and Strategy Canvas ···················· 43 
2 XP Semiconductor Company Rebuilding Market Boundaries ············· 45 
3 Four Steps Framework Analysis to XP Semiconductor Company ·········· 46 
4 Value Curve Comparison between Strategy Changes before and after ······· 49 
Chapter Six Results and Problem in terms of Implement of Strategy ··· 51 
Session 1 Verification of Blue Ocean Strategy and Result of Implement of 
厦
门
大
学
博
硕
士
论
文
摘
要
库
Contents 
IX 
Strategy ··························································· 51 
Session 2 Discussion of Sustainability of Blue Ocean Strategy ·············· 52 
Session 3 Problem of Implement of Blue Ocean Strategy ·················· 52 
Chapter Seven Conclusion ······································· 54 
Reference ····················································· 56 
Acknowledgements ············································· 59 
厦
门
大
学
博
硕
士
论
文
摘
要
库
第一章  绪论 
1 
第一章 绪论 
第一节 研究的背景和意义 
在“大众创业、万众创新”的国家战略推动下，创业成为越来越多人的选择，
这些新兴企业成为中国经济发展和技术革新的重要力量。然而，和国内的创业热潮
相比,中小企业的可持续发展和成长性的问题非常突出，根据国家工商总局发布的
《全国内资企业生存时间分析报告》数据调查显示，中小型的外贸企业的平均寿命
不超过 3 年。在当前外贸出口低迷和半导体行业周期交错的复杂外部环境下，作为
一家半导体外贸中小型企业，XP 半导体公司如何基于内外部环境分析，从而调整公
司发展战略，并有效实施，是一个值得研究的问题。 
XP半导体公司前身是一家进出口公司，成立于2003年，2008年二次创业，进入
半导体外贸行业，主营产品为半导体衬底和外延片。然后进入了4年的发展期，
2013-2015年期间，公司的营业额增长一波三折，显著放缓，甚至在2016年第一季度
出现了营业额同比下降40%的严峻局面。面对激烈的市场竞争，XP半导体公司该使用
什么样的竞争策略？如何面对挑战？如何发现新的发展机会？如何通过制定和实施
新的发展战略来解决公司成长性问题？本论文将紧密围绕这些问题展开论述。本论
文为处于较高技术门槛行业的外贸公司提供了借鉴，也为初创企业或再创业的中国
企业如何应对激烈的竞争市场提供了参考。 
第二节 研究方法 
本论文以“提出问题-分析问题-解决问题”为研究思路，如图 1-1 所示，以 XP
半导体公司作为研究对象，通过公司调查、理论文献和行业资料收集的方法来开展
研究。首先，在研究背景和意义中提出 XP 半导体公司的成长性问题；然后对 XP 半
导体公司对外部环境，包括宏观环境，半导体行业环境，半导体外贸行业的衬底和
外延片的五力模型来分析 XP 半导体公司面临的机会和威胁；对 XP 半导体公司内部
环境包括公司历史和现状，以及竞争力等进行优势和劣势的分析。之后提出公司的
总体蓝海发展战略，并通过四步框架分析方法重建市场边界，最后通过战略实际结
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果进行检验并提出新的问题。 
 
 
图 1-1 研究思路  
资料来源：作者整理，2017 
第三节 论文结构 
本论文主要分为七部分进行分析和阐述： 
第一部分，绪论：主要介绍该论文的研究背景和意义，研究的目标、内容和研
究方法，以及论文的结构架构。  
第二部分，相关理论回顾：通过相关理论的描述，为本论文的分析过程提供逻
辑和知识基础。主要应用的理论包括：五力模型,一般竞争战略，价值链，产业集群
理论和蓝海战略理论。 
第三部分，XP半导体公司外部环境分析：宏观环境分析，半导体行业环境分析，
提出问题 
研究对象 
研究背景 
XP半导体公司成长性 
分析问题 
外部环境分析 
内部环境分析 
宏观环境分析 
半导体行业环境分析 
XP半导体公司内部分析 
机会与威胁 
优势与劣势 
解决问题 制定 
蓝海战略 
战略要素分析 
战略布局图 
重建市场边界 
XP半导体公司 
四步框架分析 
战略实施指导及问题 
衬底外延片五力分析 
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半导体外贸行业的衬底和外延片的五力分析等这三方面来分析 XP 半导体公司面临
的机会和威胁。 
第四部分，XP 半导体公司的内部环境分析：介绍了 XP 半导体公司的历史和现
状，XP 半导体公司资源，然后从 XP 半导体公司的优势、劣势、机会和挑战四个方
面进行分析 XP半导体公司内部分析。 
第五部分，XP半导体公司战略转型对策：通过对战略要素分析，利用重建市场
边界和四步框架制定出蓝海战略，并进行前后的价值曲线比较。 
第六部分，战略实施的结果及问题：分析 XP半导体公司战略实施后的结果和需
要进一步思考及改进的问题。 
第七部分，结论和展望：作者对本论文进行总结，并指出本论文的创新之处和
不足之处，以及展望未来在那些方面可以改进的地方。 
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第二章 理论概述 
第一节 竞争优势战略理论 
从 20 世纪九十年代末以来，在著名战略学家迈克尔·波特（Michael Porter）
提出的竞争优势战略理论指引下，众多企业努力建立自己的竞争优势，以此来打败
竞争对手。波特的竞争优势战略理论主要包括以下四个方面的内容：五力模型、一
般竞争战略、价值链、产业集群[1]。 
一、五力模型 
五力模型是行业结构的分析模型，它认为决定企业盈利能力的不是企业本身，
而是企业所在行业的产业吸引力，因此，企业在制定战略时，必须分析行业内的竞
争状态即新进入者的威胁、供应商的议价能力、买方的议价能力、现有竞争者之间
的竞争、替代品的威胁,如图 2-1所示。通过行业的结构化分析，企业就能确定所在
行业的优势和劣势，并制定出相应的战略决策。 
 
 
                      图 2-1 波特的五力模型  
资料来源：迈克尔·波特著，陈小悦译。竞争优势[M].北京：华夏出版社，作者整理，2017 
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